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This report synthesizes data from verified enterprise security practitioner communities, G2 Spring 2026 reviews, Gartner Peer Insights,

Forrester Wave positioning, and independent analyses from UnderDefense (May 2026), D3 Security (May 2026), Expanso (April 2026),

CheckThat.ai (March 2026), Bloo.io (April 2026), Vendr contract dataset, and Software Industry Reviews. Pricing data reflects vendor

pricing pages and independent pricing analyses current as of June 2026. Note: Unvarnished Reviews has no commercial relationship

with Palo Alto Networks.

The Verdict Up Front
Palo Alto Cortex XSIAM is the next-generation AI-driven security operations platform that consolidates SIEM, XDR,

SOAR, and attack surface management into a single platform. Its machine learning models auto-correlate

low-confidence alerts into high-fidelity incidents, reducing alert triage time and analyst workload. It is the newest

major platform in this comparison and requires significant Palo Alto ecosystem depth to realize its full value.

Customers report 6-12 month ramp times. The integration marketplace is less mature than Splunk or Sentinel. Pricing is

custom enterprise-only, structured per security modules and organizational scope. XSIAM is the right choice for

enterprises already committed to the Palo Alto ecosystem seeking to consolidate their security stack and reduce tool

sprawl. It is the wrong choice for organizations that need immediate deployment or lack dedicated Palo Alto expertise

on staff.

Microsoft Sentinel is the cloud-native SIEM for Azure-native organizations, with pay-as-you-go pricing at $2.76/GB

ingested and commitment tiers that reduce costs to $1.50-$2.00/GB with up to 52% savings. For organizations already

running Microsoft 365 E5 and Azure, Sentinel's native integration with Microsoft Defender, Entra ID, and the broader

Microsoft security stack provides data correlation without the connector complexity that Splunk requires. Its

documented limitation: at 5TB/day data volumes, Sentinel's pay-as-you-go rate produces significant costs.

Commitment tiers reduce this substantially but require accurate data volume forecasting before signing.

Splunk Enterprise Security is the SIEM incumbent with the deepest threat hunting capabilities, the broadest

ecosystem of pre-built integrations, and the most documented bill shock in enterprise security software. Cisco

completed the $28 billion acquisition of Splunk in March 2024. A 500 GB/day Splunk Cloud deployment with

Enterprise Security and one year retention costs between $1.2 million and $2.5 million annually. At 5TB/day, per-GB

ingestion at $2-$4/GB produces $3.6 million to $7.3 million per year in ingestion costs alone, before infrastructure,

storage, and staffing. The ratcheting renewal dynamic is documented explicitly: Splunk's sales teams anchor renewal

quotes to peak ingest volume during the prior contract period. If you grew from 500 GB/day to 800 GB/day during the

contract, your renewal reflects 800 GB/day. Reducing your committed volume requires proving you can operate with

less data than you are currently collecting.

Recommendations: For enterprises already committed to the Palo Alto ecosystem seeking platform consolidation with

AI-driven SOC automation: Cortex XSIAM. For Azure-native organizations that want native Microsoft security stack

integration and predictable per-GB pricing with commitment discounts: Microsoft Sentinel. For organizations with



complex threat hunting requirements, the deepest Splunk ecosystem investment, or large SOC teams where Splunk's

analytics depth is the primary requirement: Splunk Enterprise Security, with explicit multi-year volume commitment

modeling before renewal.

The Splunk Ingest Pricing Crisis: The Most Documented Bill Shock in
Enterprise Security
Splunk's per-GB ingestion pricing model creates the most consequential bill shock pattern in enterprise security

software. The mechanics are documented in detail:

How ingest pricing works:

Splunk charges based on daily data volume ingested and indexed. The base platform cost scales linearly with ingestion

volume. Enterprise Security (ES), the SIEM-specific add-on, adds $25-$45/GB/day on top of the base platform cost.

The 500 GB/day cost:

• Base Splunk Cloud: $150-$250/GB/day depending on tier

• Enterprise Security add-on: $25-$45/GB/day

• Combined: $175-$295/GB/day

• Annual 500 GB/day deployment: $1.2 million to $2.5 million

The 5TB/day cost (mid-to-large enterprise):

At $2-$4/GB ingested, 5TB/day produces $3.6 million to $7.3 million per year in ingestion costs alone. Infrastructure,

storage, and staffing add another 30%-50%.

The ratcheting renewal trap:

Splunk's sales teams anchor renewal quotes to peak ingest volume during the prior contract period. Organizations that

grew from 500 GB/day to 800 GB/day during a three-year contract receive a renewal quote at 800 GB/day. Reducing

the committed volume requires a security team conversation about what data they can stop collecting, a conversation

that is rarely easy and often impossible to win.

The volume commitment lock-in:

Splunk strongly prefers multi-year commitments and offers 10-20% discounts for two or three-year terms. Multi-year

deals lock organizations into pricing and data volume commitments. If data volumes grow faster than projected, the

incremental cost hits immediately. If volumes decline, the contract floor holds.

The professional services requirement:

Budget 40%-50% of Year 1 licensing for professional services minimum. Hourly consulting rates run $150-$300.

Implementation of Splunk ES in a complex environment commonly requires $60,000-$180,000+ in custom

development alongside the license cost.

The Cisco acquisition factor:

Cisco acquired Splunk in March 2024 for $28 billion. This is the same PE/large-corporation acquisition dynamic

documented across platforms in this library. Cisco's enterprise sales motion, pricing strategy, and roadmap integration



create the standard post-acquisition uncertainty for Splunk's long-term product investment and pricing trajectory.

Microsoft Sentinel Pricing: Commitment Tiers vs. Pay-As-You-Go
Microsoft Sentinel uses per-GB pricing with two models:

Pay-as-you-go: $2.76/GB ingested. No commitment required. Maximum flexibility, maximum per-GB cost.

Commitment tiers: Fixed daily rates that reduce per-GB cost significantly:

Commitment Tier Daily Rate Effective Per-GB Savings vs. PAYG

100 GB/day $196/day $1.96/GB 29%

200 GB/day $354/day $1.77/GB 36%

500 GB/day $822/day $1.64/GB 41%

1,000 GB/day $1,524/day $1.52/GB 45%

2,000 GB/day $2,824/day $1.41/GB 49%

5,000 GB/day $6,825/day $1.37/GB 50%+

Up to 52% savings available at the highest commitment tiers versus pay-as-you-go.

The commitment tier risk: Accurate daily ingest volume forecasting is required before signing a commitment tier.

Organizations that underestimate volume pay pay-as-you-go rates for overage. Organizations that overestimate volume

pay for capacity they do not use.

For Azure-native organizations: Microsoft Sentinel integrates natively with Microsoft Defender for Cloud, Defender

for Endpoint, Entra ID, Microsoft 365 Defender, and the broader Microsoft security stack. Data from Microsoft sources

ingests at zero additional cost for Microsoft 365 E5 customers in some configurations, reducing the effective per-GB

cost for organizations with heavy Microsoft telemetry.

XSIAM: The Ecosystem Commitment Platform
Palo Alto Cortex XSIAM consolidates SIEM, XDR, SOAR, and attack surface management into a single AI-driven

platform. Its machine learning models auto-correlate low-confidence alerts into high-fidelity incidents, with automated

playbooks that learn from analyst behaviors to execute response actions before human intervention.

What XSIAM is built for:

• Enterprises committed to the Palo Alto ecosystem (Firewall, Prisma Cloud, Cortex XDR)

• Organizations actively consolidating security tools to reduce operational complexity

• Large SOC teams (10+ analysts) seeking AI-driven automation to scale operations

What XSIAM is not built for:

• Organizations without existing Palo Alto ecosystem investment

• SOC teams without dedicated Palo Alto expertise who can manage 6-12 month ramp times

• Organizations that need immediate deployment



The ramp time documentation: Many customers report 6-12 month ramp times. XSIAM is powerful but requires

significant Palo Alto expertise to configure and tune. The integration marketplace is less mature than Splunk's or

Sentinel's ecosystem.

Pricing: Custom enterprise-only. No published list prices. Structured per security modules and organizational scope.

Competitive with Splunk and Sentinel at enterprise scale, with platform licensing rather than volume-based pricing as

the commercial model.

Platform Ratings and Market Position

Platform Analyst Position Primary Strength

Palo Alto Cortex XSIAM Gartner Leader, strong Forrester AI-driven consolidation, Palo Alto ecosystem

Microsoft Sentinel Gartner Leader Azure-native, Microsoft stack integration

Splunk Enterprise Security Gartner Leader Threat hunting depth, broadest ecosystem

All three platforms are recognized as Gartner Leaders in the SIEM category. The differentiation is use case fit, pricing

model, and ecosystem alignment rather than aggregate analyst ranking.

What Practitioners Actually Report

Palo Alto Cortex XSIAM: What Works

Verified customer testimonials cited in independent analysis: "Cortex XSIAM has transformed our security operations

the way our previous SIEM could not. XSIAM has enabled automation and orchestration to our detection,

investigation, and response workflows, which has been a massive improvement over the productivity and the security

posture."

Independent analysis notes XSIAM "already boasting TDIR lifecycle management capabilities, from detection and

alerting through to remediation response actions, that equal or surpass nearly every other competing solution."

Platform consolidation is the most consistently cited strategic advantage. For organizations running separate SIEM,

XDR, SOAR, and attack surface management tools, XSIAM's unified architecture reduces tool count, integration

overhead, and analyst context-switching.

Palo Alto Cortex XSIAM: What Doesn't Work

XSIAM is powerful but requires significant Palo Alto expertise to configure and tune. Many customers report 6-12

month ramp times. The integration marketplace is less mature than competitors.

For organizations without existing Palo Alto ecosystem investment, XSIAM's value proposition narrows significantly.

The platform is designed for Palo Alto ecosystem consolidation, not for organizations starting from a neutral SIEM

evaluation.

Microsoft Sentinel: What Works



Azure-native integration is Sentinel's most consistently cited advantage. For organizations running Microsoft 365 E5,

Azure infrastructure, and the Microsoft Defender product family, Sentinel's native data connectors and zero-cost

Microsoft telemetry ingestion reduce the effective per-GB cost substantially.

The commitment tier discount structure, with up to 52% savings versus pay-as-you-go, provides meaningful cost

reduction for organizations that can accurately forecast their data volumes.

Microsoft Security Copilot integration enables natural-language threat hunting queries and alert summarization that

practitioners specifically cite as reducing analyst workload for routine investigation tasks.

Microsoft Sentinel: What Doesn't Work

Pay-as-you-go costs at $2.76/GB are significant at enterprise data volumes. Organizations that do not commit to tiers

pay premium rates. Organizations that commit inaccurately face either overage charges or wasted capacity.

For organizations with heavy non-Microsoft telemetry, custom connectors for third-party data sources add

implementation complexity that reduces Sentinel's native integration advantage.

Splunk Enterprise Security: What Works

Threat hunting depth is Splunk's most consistently validated advantage. The SPL (Search Processing Language) query

capability and pre-built detection libraries provide the most flexible and powerful security analytics in the comparison.

For large SOC teams with dedicated Splunk engineers, the platform's analytical depth is genuinely differentiated.

The Splunk ecosystem, including thousands of pre-built apps, integrations, and detection rules on Splunkbase, reduces

custom development requirements for connecting to diverse data sources.

AI-assisted threat hunting, alert summarization, and investigation timeline assembly via Splunk AI Assistant are

production-deployed capabilities in 2026 that reduce routine analyst workload.

Splunk Enterprise Security: What Doesn't Work

The per-GB ingest pricing model is the defining commercial liability, documented in extensive detail above. At

5TB/day, the annual cost can reach $7.3 million in ingestion alone. The ratcheting renewal dynamic makes volume

reduction difficult once growth has occurred.

Budget 40%-50% of Year 1 licensing for professional services. Implementation in complex environments requires

$60,000-$180,000+ in custom development.

The Cisco acquisition creates post-acquisition uncertainty for roadmap investment and pricing trajectory, the same

dynamic documented for Thoma Bravo-acquired Anaplan and other PE/corporate-acquired platforms in this library.

Pricing Comparison Framework

Splunk Enterprise Security

• Base platform: $150-$250/GB/day (Splunk Cloud)

• ES add-on: $25-$45/GB/day

• 500 GB/day annual: $1.2M-$2.5M

• 5TB/day annual: $3.6M-$7.3M (ingestion only)



• Professional services: 40%-50% of Year 1 licensing

• Multi-year discount: 10%-20%

Microsoft Sentinel

• Pay-as-you-go: $2.76/GB

• Commitment tiers: $1.37-$1.96/GB (up to 52% savings)

• 500 GB/day pay-as-you-go annual: $504,120

• 500 GB/day committed annual: $299,930 (at $1.64/GB)

• Free Microsoft telemetry ingestion for E5 customers (select sources)

Palo Alto Cortex XSIAM

• Custom enterprise pricing only

• Platform licensing model, not volume-based

• Competitive with Splunk and Sentinel at enterprise scale per independent analysis

The Decision Framework

Choose Palo Alto Cortex XSIAM if:

• Your organization is already committed to the Palo Alto ecosystem (Firewall, Prisma Cloud, Cortex XDR)

• Platform consolidation, reducing SIEM plus XDR plus SOAR plus attack surface management to one platform, is a

strategic security operations priority

• Your SOC has 10+ analysts and dedicated Palo Alto expertise to manage the 6-12 month configuration and ramp

period

• Custom enterprise pricing is within budget alongside the existing Palo Alto licensing investment

• You have obtained a competitive quote from Splunk and Sentinel as negotiation leverage

Choose Microsoft Sentinel if:

• Your organization runs Microsoft 365 E5 and Azure as the primary infrastructure, where native Sentinel integration

eliminates connector complexity

• Per-GB pricing with commitment tier discounts of up to 52% is predictable enough to model against your security

budget

• You have accurately forecasted your daily ingest volume before committing to a tier

• Microsoft Security Copilot integration for natural-language threat hunting is operationally valuable

• Non-Microsoft telemetry volumes are low enough that custom connector complexity does not offset the native

integration advantage

Choose Splunk Enterprise Security if:

• Your SOC has dedicated Splunk engineers where the platform's analytical depth and SPL query capability are

primary requirements

• You have explicitly modeled your 5-year ingest cost trajectory including projected data volume growth, and the cost

is within security budget



• You have negotiated a multi-year commitment with volume flexibility provisions before signing

• You have budgeted professional services at 40%-50% of Year 1 licensing

• The Cisco acquisition trajectory is acceptable for a multi-year infrastructure commitment

The pre-renewal checklist for Splunk specifically:

1. Model your current and projected daily ingest volume at 12, 24, and 36 months

2. Identify your peak ingest volume during the prior contract period, this is Splunk's renewal anchor

3. Negotiate volume flexibility provisions explicitly, including the right to reduce committed volume if data volumes

decline

4. Obtain competitive quotes from Microsoft Sentinel and Cortex XSIAM before entering any Splunk renewal

discussion

5. Budget professional services at 40%-50% of Year 1 licensing for implementation and ongoing custom development

6. Model the Cisco acquisition impact on roadmap investment and pricing trajectory for the commitment period

The Bottom Line
The SIEM market in 2026 has split into three distinct architectural approaches: Palo Alto XSIAM's AI-driven

consolidation platform, Microsoft Sentinel's cloud-native Azure-integrated model, and Splunk's data analytics-first

approach with the deepest threat hunting capability.

Palo Alto Cortex XSIAM is the most appropriate choice for Palo Alto ecosystem organizations that want to

consolidate their security stack and realize AI-driven SOC automation. The 6-12 month ramp time and less mature

integration marketplace are real constraints that require dedicated expertise to manage.

Microsoft Sentinel is the most appropriate choice for Azure-native Microsoft 365 E5 organizations where native

integration, zero-cost Microsoft telemetry, and commitment tier discounts of up to 52% produce the lowest total cost

for their specific data profile.

Splunk Enterprise Security is the most appropriate choice for organizations with complex threat hunting

requirements where SPL analytical depth and the Splunk ecosystem's pre-built detection libraries are the primary value

drivers. The ingest-based pricing model requires more disciplined volume management than any other enterprise

software category in this library.

The finding that belongs in every Splunk renewal: Splunk's sales teams anchor renewal quotes to peak ingest volume

during the prior contract period. A 500 GB/day to 800 GB/day growth during a three-year contract produces a renewal

quote at 800 GB/day. Reducing committed volume requires proving your security team can operate with less data. That

conversation is documented as one of the most difficult in enterprise software procurement.
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